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Introductions

• 30 seconds each

• Where do you work?

• Why do they pay you? What value do you 
provide?

• Where are you from?

• What is your background on Lean?



Could this happen in your organization?

“For 40 years, you 
paid me for my hands, 
but I would have 
given you my brain for 
free (if you asked)”



Current State

• Too much focus on major projects and 
initiatives

– Take a long time

– Don’t involve many people

– High capital investment and long rollout

– Some never started, never completed or not 
resourced properly

– Top down driven, might not know the process or 
real problems



Future State

• Lots of opportunities in small, daily 
improvements led by workers

– Leads to employee engagement (bottoms up)

– About 70% of employees are not engaged1

– Shows respect to employee

– All people are problem solvers, just need the 
authority, structure and opportunity

1 http://news.gallup.com/poll/181289/majority-employees-not-engaged-despite-gains-2014.aspx

http://news.gallup.com/poll/181289/majority-employees-not-engaged-despite-gains-2014.aspx


Kaizen

• Kai = Change, Zen = Good (Change for the good)
• Ask people for improvement ideas

– What bugs them? Where do you struggle?

• Listen, listen, listen
• Do not give answers or solutions
• Help them test out and implement solutions
• Teach and coach them along the way (new way of 

thinking)
• Reward and recognize small wins
• Share ideas with others



Kaizen Video

https://www.youtube.com/watch?v=fcBXtwGexNc (4 mins)

https://www.youtube.com/watch?v=fcBXtwGexNc
https://www.youtube.com/watch?v=fcBXtwGexNc


Kaizen Burst/Blitz Event

• Major improvement with large team
– Many stakeholders, non-judgmental and non-blaming

• 3-5 full day events
• 80% of improvements done during week
• Remaining 20% completed in 30 days
• Dedicated time for workers, support team and 

management
• Requires lots of prep work and planning
• Best approach to achieve dramatic changes
• Leads to fast improvement results that normally 

take months or years otherwise



Kaizen Events

• 3 major benefits of events

– INTENSITY - Compressed time frame ensures 
continuity and efficiency

– IMMEDIACY - Implementation is more immediate 
with daily leader updates

– IMPORTANCE - Best candidate is a costly, complex, 
delay-ridden process



Case Study: Oregon Environmental Quality

Kaizen events in the following areas:

• Compliance and enforcement: DEQ reduced 
processing time from the issue of pre-enforcement 
notice to formal enforcement action by 50 percent, a 
savings of about 22 work days, and steps in its formal 
enforcement action review and approval process by 50 
percent. 

• DEQ laboratory: DEQ reduced the time for posting of 
lab sample analysis reports by 50 percent, using bar 
coding and other innovative measures. 

http://www.deq.state.or.us/msd/budget/1113ARB/08-AM.pdf

http://www.deq.state.or.us/msd/budget/1113ARB/08-AM.pdf


Kaizen Process

• Kaizen Implementation Consists of Three 
Phases: 

– Phase 1: Planning and Preparation

– Phase 2: Implementation – The Event

– Phase 3: Follow Up and Sustainment



• Planning and preparing for kaizen events includes: 

– Collecting background data

– Selecting a target area and problem

– Scheduling the event

– Selecting team members

– Making other necessary preparations to ensure 
a successful event

– Approved Event Contract

Phase 1: Planning and Preparation
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Event Contract

http://www.uakron.edu/uabs/powerpoints/Kaizen%20Event%20Project%20Charter.pdf

http://www.uakron.edu/uabs/powerpoints/Kaizen Event Project Charter.pdf


• Process changes are made during a facilitated, 
3-5 day event.  Typical steps include: 
– Team orientation
– Gathering baseline data (time studies, etc.) 
– Mapping the process
– Brainstorming improvement ideas
– Testing ideas
– Analyzing the results
– Documenting the new process, and 
– Presenting the results

Phase 2: Implementation
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Event Checklist



5 Day Format

EPA: Environmental Professional’s Guide to Lean & Six Sigma

https://www.epa.gov/lean/environmental-professionals-guide-lean-and-six-sigma-contents-acknowledgements


Gemba Walk

• Japanese word for “the real 
place”

• Go to where the actual work is 
being done, interact with the 
workers to improve decision 
making and problem solving

• Shows respect for the workers 
to understand what they do

• Referred to as “Gemba Walk” 
or “Go and See”

Courtesy aria-automobile-nord.com

http://www.aria-automobile-nord.com/formation-gemba-walk-atelier-n5-n-28.htm


We can’t commit 3-5 days…

• Are you working on the right problem?

• Are you underestimating the stakeholder input 
and knowledge of the process?

• How do you handle it when people are on 
vacation?

• Can you break the event into multiple half-day 
sessions?

• Can you scope down the effort (and impact)?



Ground Rules

• Be on time!
• No cell phone interruptions or distractions
• Keep an open mind to change
• Maintain a positive attitude
• Never leave in silent disagreement
• Create a blameless environment
• Practice mutual respect everyday
• Treat others as you want to be treated
• One person – one voice – no position or rank
• There is no such thing as a dumb question
• Understand the process and just do it



Measuring Success

Time-based measures

↓ Lead time
↓ Cycle time
↓ Waiting time
↓ Time to complete form
↓ Motion, travel time
↓ Travel steps (ft/m)

Count-based measures

↓ Process steps
↓ Handoffs
↓ Decision points
↓ Loopbacks
↓ Delays
↓ Customer complaints
↓ Defects
↓ Number of forms
↓ Inventory quantity
↓ Backlog
↓ Floor Space



Video: Business Process Kaizen Event

https://www.youtube.com/watch?v=zIncE0oxtzw (5 mins)

https://www.youtube.com/watch?v=zIncE0oxtzw
https://www.youtube.com/watch?v=zIncE0oxtzw


Video: Energy “Treasure Hunt”

https://www.youtube.com/watch?v=vAiAvwEvBxQ (2 mins)

https://www.youtube.com/watch?v=vAiAvwEvBxQ
https://www.youtube.com/watch?v=vAiAvwEvBxQ


Kaizen Video

• OHIO EPA Division of Materials & Waste 
Management Kaizen Event (2 mins)
– https://www.youtube.com/watch?v=v6ql7dfundg

https://www.youtube.com/watch?v=v6ql7dfundg
https://www.youtube.com/watch?v=v6ql7dfundg


Phase 3: Follow Up and Sustainment

• Wrap-up and follow-up activities ensure that 
the results of a kaizen event are communicated 
and sustained.  Some suggestions include:
– Highlight improvements made during the event on 

bulletin boards or in company newsletters

– Have a celebration to cultivate a culture of worker 
involvement

– Recognize and award team member contributions

– Hold monthly “mini-meetings” to discuss the need 
for adjustments and to ensure unresolved actions 
are completed (30-60-90 days)
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Keys to Success

• Getting the right people involved in the event

• Leadership must adopt all recommendations 
that meet the boundary and scope conditions 
(such as budget, procedures, etc)

• Requires extensive preparation effort

• Dedicated team members the entire time, not 
accessible to outsiders (vacation mode)

• Must be close to the “gemba”



Point Kaizen at FastCap

https://www.youtube.com/watch?v=su9CulCZTBg (23 mins)

https://www.youtube.com/watch?v=su9CulCZTBg
https://www.youtube.com/watch?v=su9CulCZTBg


Exercise: Event Charter

• Where would you like to conduct a kaizen 
event?



Q&A

• What do you need help with?



Plus/Delta

• Plus (+)

–What did you like?

–What did you learn?

• Delta (Δ)

–What could have gone better?

–What was least valuable?



What is BPI?

Helping businesses and organizations achieve “triple bottom line” performance 
using Lean and Six Sigma

BUSINESS PERFORMANCE IMPROVEMENT

Think Globally Act Locally



Services

• Mentor Current LSS Experts

• Analyze Data

• Research, Advise and Teach

• Facilitate Events

• Management Coaching

• Network



Training Classes and Workshops

• Intro to Lean and Six Sigma

• Lean and Green Workshop

• 5S Workplace Organization

• Personal Lean

• Statistical Process Control 
(SPC)

• Capability Analysis 
(Cpk/Ppk)

• Variable and Attribute 
Gage R&R

• Regression and ANOVA

• Design of Experiments

• Advanced SPC

• Value Stream Mapping 
(VSM)

• Advanced Standard Work

• Kaizen Events

• Lean Startup

• More coming soon…

http://www.biz-pi.com/PDX/

http://www.biz-pi.com/PDX/


Other Websites

• Business Performance Improvement
– BIZ-PI.com

• Earth Consultants - Lean Six Sigma and the 
Environment (Planet)
– LeanSixSigmaEnvironment.org

• Lean Six Sigma for Good
– LeanSixSigmaForGood.com

• Lean Portland
– LeanPDX.org

http://biz-pi.com/
http://www.leansixsigmaenvironment.org/
http://www.leansixsigmaforgood.com/
http://leanpdx.org/


Contact

Brion Hurley
Lean Six Sigma Master Black Belt

Portland, Oregon (USA)

brion@biz-pi.com

321-271-5361
@brionhurley

@brionhurley

mailto:brion@biz-pi.com

